The relationship of upward influence tactics with age, gender and industry: An analysis of Asian perspective by Akhtar, Shazia & Mahmood, Zahid
The 4th National Human Resource Management Conference 2008 
 
 379 
 The Relationship of Upward Influence Tactics with Age, Gender and Industry: An 
Analysis of Asian perspective 
 
Shazia Akhtar1 & Zahid Mahmood2 
 
1Humanities Department 




2Management Sciences Department 








We begin with a review of the upward influence literature and its relationship with human resource 
decisions of performance ratings, promotability assessments and salary progression. In particular, we 
examined whether men and women display different influence behavior in diverse settings in Asia, 
especially in Pakistan. It is well recognized in studies of managerial behavior that a manager’s 
effectiveness highly depends upon his/her success in dealing with interpersonal relationships. Within the 
past decade, organizational theory and research have made substantial contributions to our understanding 
of the upward influence process in organizations. Conspicuously missing from this research literature is 
information on the relationship between the use of upward influence tactics to gender, Age and type of 
Industry. Few studies have examined upward influence behavior in the gender context, and even fewer have 
used Asian samples. Therefore, given the limited study of Asian upward influence behavior and the 
importance of Asia to the world economy (“War of the Worlds,” 1994), it is important for business people 
on both sides of the pacific to understand how influence behavior in Asia might converge or diverge with 
those behaviors in the West. The purpose of this conceptual paper is to look at how the tactics of upward 
influence adopted by the manager’s play a role in their career advancement and whether gender, type of 
industry and Age differences exist in the choice of upward influence tactics. A set of potentially testable 





Managerial advancement and success are largely dependent on a manager's effective use of influence 
(Yukl, 1994).An effective manager should be able to “manage” not only his/her subordinates and co-
workers but also superiors. In other words to effectively accomplish work through interpersonal networks, 
managers must succeed in influencing the behavior of others, including their superiors (Pfeffer, 1992; 
Schilit, 1986).Influence can be defined as the process by which people persuade others to follow their 
advice, accept their suggestion or comply with their orders. It is the effect, either intended or unintended of 
the agent (influencer) on the target’s (to be influenced) attitude, perception or behavior (Yukl 
1998).Specifically, the agent uses influence for organizational purpose (Yukl&Tracy,1992) but it can also 
be used for the development of personal goals. While downward influence, also known as leadership, has 
been the focus of many studies over the last few decades, upward influence behavior and informal power, 
in general, were given very little attention by management researchers until the late 1970’s.Few studies 
have examined upward influence behavior in the gender context, and even fewer have used Asian samples. 
Therefore, given the limited study of Asian upward influence behavior and the importance of Asia to the 
world economy (“War of the Worlds,” 1994), it is important for business people on both sides of the pacific 
to understand how influence behavior in Asia might converge or diverge with those behaviors in the West. 
 
Upward Influence Tactics-Methodologies and Typologies.  
 
Intra-organizational influence behavior can be divided into three types according to the relative positions of 
the Agent (the one exerting the influence) and the Target (the one being influenced).The focus of this paper 
is on upward influence, the attempt to influence someone higher in the formal hierarchy of authority in the 
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organization (Porter et al.1981).That is to say, the agent is subordinate to the target within the 
organizational hierarchy. The second and the most studied, type is downward influence in which the agent 
is superior and the target is the subordinate. The last type is lateral influence in which the agent and target 
are peers. Influence studies in general were not given much attention until the late 1970s(see Kipnis at 
al.,1980;Mowday,1978;Porter et al.,1981).The Kipnis et al.(1980) study has come to be considered a 
landmark work triggering subsequent studies in organizational influence research 
(Schermerhorn&Bond,1991p.155;Schriesheim&Hinkin,1990 p.246).Using Kipnis et al. as our starting 
point, we reviewed the empirical and theoretical papers that were published since 1980.The studies 
included in our reviews below were identified through various sources. First, we searched databases of 
ProQuest and Jstor to identify related articles published in English language academic journals. Second, we 
crosschecked the references cited in related papers to identify those that were excluded by those two 
databases. Lastly, we conducted an internet search with several search engines to identify any other missing 
papers in the area of upward influence. 
 
Inquiring Methodologies.  
 
The three main inquiry methodologies that have been used in the study of upward influence are agent self-
report, report on others’ behavior (i.e. report by peers or targets), and a combination of both. Under these 
approaches, researchers invite respondents to provide information about their own and/or their co-workers’ 
past influence behavior. Agent self-report is the most common inquiry approach in single-country upward 
influence studies. It was used as the sole method in some studies(e.g.Chacko,1990;Farmer,Maslyn,Fedor 
and Goodman,1997;Kipnis et al.1980;Kipnis &Schmidt,1988) and was combined with other inquiry 
methods in other studies (e.g.Schilit&Locke,1982;Thacker&Wayne,1995). 
 
Tactics Typologies.  
 
Kipnis et al. (1980) research has drawn the most attention in intra-organizational influence studies in the 
last twenty years. Previously, the study of upward influence was framed as part of organizational politics 
with a focus of examining how power was exercised .The study by kipnis et al. (1980) identified a 
comprehensive list of influence tactics and explored the tactics people used at work to influence their 
subordinates, peers,   and superiors, as well as their reasons to influence. The tactic categories that they 
identified relevant to upward influence are Reason (or Rational Persuasion), Friendliness (or Ingratiation), 
Assertiveness, Bargaining (or Exchange), Higher Authority and Coalition (Kipnis&Schmidt, 1982). 
Blocking and Sanctions are two other tactics, but related only to downward and lateral influence. In later 
studies, Kipnis (1984) grouped the tactics into three mega-categories- strong, weak, and rational--- that 
were later re-named as hard, soft, and rational strategies (Kipnis&Schmidt, 1985). Philosophically, these 
mega-categories were adopted by other influence researchers (Falbe & Yukl, 1992; Ralston, Vollmer, 
Srinvasan, Nicholson,Tang&wan,2002; Terpstra et al.,2002) and empirically validated by farmer and 
associates(1997).The upward influence tactics developed by Kipnis et al.(1980) were largely supported by 
another exploratory study conducted by Schilit and Locke (1982). 
 
Yukl and Falbe (1990) conducted a study to replicate and extend the previous exploratory influence 
research by Kipnis et al. (1980). Their study supported the findings of Kipnis, although they added two new 
tactics, Inspirational Appeals and Consultation. In addition, Yukl and Tracey’s study included Legitimating 
as another influence tactic. Legitimating was similar to adherence of Rules proposed by Schilit and Locke 
(1982), but its coverage of influence efforts was widened to include seeking legitimacy of a request by 
claiming the authority or right to do so.  
 
The most recent development on the upward influence tactic taxonomy was the Strategies of Upward 
Influence (SUI) measure (Ralston et al., 1993).Ingratiation and rational persuasion were the only common 
dimensions. Good Soldier, Image management, Personal Networking, Information Control, and Strong-
Arm Coercion were identified for the first time as influence tactics, although the latter three dimensions 
were similar to the power classification of previous power researchers (French&Raven, 1959; Mechanic, 
1962; Raven, 1974). 
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Influence Tactics and HR Decisions 
 
The empirical results on the relationship between influence tactics and HR decisions are mixed. Some 
studies suggested direct association between influence tactics and HR decisions, such as performance 
ratings, performance  evaluation, and promotability assessment(Kipnis and Schmidt, 1988; 
Mowday,1978;Thacker & Wayne, 1995), while others indicated a minimal relationship between HR 
Decisions and influence tactics (Rao et al.,1995; Wayne, Liden, Graf and Ferris,1997). Mowday (1978) 
studied the relationship between five influence tactics by elementary school principals and ratings made by 
the immediate supervisor of each principal on the principal’s overall effectiveness in exercising influence 
.Among all tactics, only Manipulation of Information discriminated significantly between more and less 
effective principals.Kipnis and Schmidt (1988) conducted three surveys on subordinates of different 
hierarchies (workers, supervisors, and CEOs) in which the subordinates’ perceptions of the effectiveness of 
the different strategies were correlated to their performance evaluation conducted by their immediate 
supervisors. Kipnis and Schmidt then clustered the data collected and identified four types of influencers 
according to the reported frequency of application of various influence tactics—shotgun, tactician, 
ingratiatory, and bystander. Shotgun managers were active influence agents and frequently used all six 
upward influence tactics. In particular, they liked using Assertiveness and bargaining. Tactician managers, 
who mostly used rational persuasion, exerted only an average amount of overall influence. Ingratiators used 
predominantly Friendliness tactics, with average use of the other strategies. Bystanders were low on the 
usage of all six upward influence strategies. In the study on supervisors, both male and female shotgun 
managers received the lowest performance ratings. Male Tacticians scored the highest in performance 
evaluation whereas male Ingratiators received only moderate performance ratings. For female managers, 
Bystanders and Ingratiators received the highest performance rating. Similar results were also found in a 
separate study on workers and clerical personnel. In another study of CEOs, shotgun managers were 
evaluated less favorably by their superiors, earned less, and reported more job tension and physical and 
psychological stress than managers of other influence styles. 
  
Thacker and Wayne (1995) investigated the importance of subordinates’ influence tactics on supervisors’ 
perceptions of promotability. Significant statistical support was found for the positive correlation between 
rational persuasion and promotability. To a lesser extent, Ingratiation and Assertiveness were found to be 
negatively related to promotability. Later studies by Rao et al. (1995) and Wayne et al. (1997), however, 
did not support the existence of direct relationship between influence tactics and the HR decisions of 
performance ratings, promotability assessments, and salary progression. The Ingratiation-promotability 
findings in Thacker and Wayne’s research was also contradictory to previous research that suggested 
positive effect of ingratiation influence styles on an individual’s career success or performance 
evaluations(e.g.Judge&Bretz,1994;Liden and Mitchell,1988). 
 
Factors Affecting the Selection of Upward Influence Tactics 
 
The Porter et al. model suggests five categories of inputs which have an impact on the influence process: 
agent characteristics, target characteristics, agent-target relationship, situational characteristics, and agent 
belief system. Agent characteristics included agent’s need of power, Machiavellianism, locus of control, 
risk-seeking propensity, and personal power. Target characteristics referred to the power of the target and 
the cost involved for approaching the target. Agent-target relationship referred to the interpersonal 
attraction between the agent and the target. Situational characteristics referred to the structuring of the 
organization, ambiguity of the situation, resource scarcity, and stake of agent’s personal interest .The last 
input was agent belief system that included the agent’s expected cost and benefit of the influence attempt 




Under this categorization scheme, individual factors of agents including the need for achievement and 
power, locus of control, goals of influence, gender and employee unionization, have been studied. The 
goals of exercising influence were found to be significantly related to the tactics that were adopted, 
although the results were not perfectly consistent across different studies. The goals of influence were 
categorized into individual goals and organizational goals (Kipnis&Schmidt, 1984).Individual goals 
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included seeking assistance on one’s own job, favorable performance appraisal and personal benefit. 
Organizational goals referred to selling new ideas, getting more responsibility, assigning work to managers, 
and convincing managers to work better. Bargaining, Reason, Assertiveness, and Higher Authority were 
the preferred tactics to fulfill organizational goals, whereas Ingratiation was preferred for the personal goals 
of favorable appraisal and personal benefits (Rao et al., 1995). Similar results were found in the Kipnis et 
al. (1980) three-directional influence study with the exception that Ingratiation was frequently used to 
obtain assistance on one’s own job. 
 
In relation to gender effect, the influence literature provides contradictory evidence about the link between 
gender and the preference for tactics. Kipnis et al. (1980) reported there was no significant gender 
difference in their self-report questionnaire study. Kipnis and Schmidt (1988) reported that women 
Ingratiators were given the highest performance evaluation by their male supervisors. In contrast, the 
highest performance evaluation was given to Tactician men workers and supervisors. Given the fact that 
the evaluators in those studies were predominantly male, a researcher might ask: Would the reverse of this 
pattern occur if women were doing the evaluating? Would women supervisors give high evaluations to 
male Ingratiators and to female Tacticians? Thus, the gender effect in their studies was not conclusive. 
Gender difference in the preference for tactics was also supported in Schermerhorn and Bond’s (1990) 
cross-cultural study. They reported that females in both the Hong Kong Chinese and American samples had 
a stronger preference for the rationality tactic than did their male counterparts. However a study in Asian 
settings revealed no difference in gender terms in the use of influence tactics. (Akhtar &Mehmood, 2008). 
In relation to Age, the previous influence literature provides little information. A recent study revealed a 
significant correlation. Younger people use influence tactics more than older people. Age was found to be 
negatively related to ingratiation and exchange tactics, however there was no correlation between age and 
rational persuasion. (Akhtar&Mehmood, 2008). 
 
Situational Characteristics and Type of Industry 
 
The Rao et al. (1995) study was the only one to test if there were a relationship between situational 
characteristics and the type of influence tactics used by subordinates. They differentiated three situational 
characteristics: routinization, formalization, and innovation. Routinization refers to situational 
circumstances that demand pre-established operations and plans to be followed and allow little personal 
discretion. Formal organizations are those that emphasize documentation and standard operation 
procedures and a chain of command. If an organization emphasizes innovation, more personal creativity is 
allowed, but there is more ambiguity in terms of performance requirements. However, the Rao et al (1995) 
study did not find any significant relationship between the above situational characteristics and the use of 
upward influence methods. A similar kind of study conducted by (Akhtar&Mehmood, 2008) in Asian 
settings revealed a correlation in the type of industry and the use of influence tactics. A strong positive 
correlation was found between education industry and rational persuasion tactics, where no significant 




While different types of upward influence tactics in relation to work environment have been studied there is 
little research on the gender of the employees, age, type of industry and the choice of the tactics to 
influence the leader. This research gap becomes more significant when we consider the fact that more 
diversity in age and gender of the employees is taking place in the organizations. Moreover we need to 
study the relationship between Age, gender and upward influence to assess the effectiveness of the “social 
composition” of the organizations. Given this limitation and the need to assess the generalizability of the 
upward influence tactics, this article explores whether men and women of different age groups are 
differentially successful in their influence attempts. 
 
We will look at the influence styles used by these managers, mainly rational persuasion, and ingratiation 
and exchange tactics; as such tactics have been proven to play a role in career advancement 
By discussing the above mentioned components, this paper is designed to address the following crucial 
question: 
• Does use of influence tactics for career advancement vary between the male and female managers? 
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• Does the use of influence tactics for career advancement vary between the young and old 
managers? 
• Does the use of influence tactics for career advancement vary between different industries? 
 
CONCEPTUAL FRAMEWORK AND DEVELOPMENT OF PROPOSITIONS 
 
Research has demonstrated the tendency for men and women to use different influence tactics in both 
interpersonal and work settings. The DuBrin (1991) study on gender differences indicated that men are 
more likely to manipulate situations and people, joke or kid, promise rewards, threaten punishments, and 
use logic or reason, while women are more likely to use charm, appearance, ingratiation and exchange, and 
compliments to achieve their career objectives. 
 
In work situations, for example, women report using personal/dependent tactics and negotiation (Offerman 
& Kearney, 1988), suggesting and smiling (Steil & Weltman, 1992). Alternatively, men report using tactics 
such as offering rewards, coercion (Offerman & Kearney, 1988), punishment, and rational persuasion 
tactics (Harper & Hirokawa, 1988).  Based on existing literature and further conceptualization, the 
following propositions /sub-propositions are formulated on the relation of mangers success with mangers 
gender. 
 
Proposition 1: Influence tactics is a function of the interaction between the managers’ success and 
manager’s gender. 
1a: Most successful male managers are more likely to use rational persuasion tactics more often than 
others. 
1b: Most successful female managers are more likely to use ingratiation and exchange tactics more often 
than others. 
Another study conducted by (Akhtar&Mehmood, 2008) in Asian settings revealed a correlation in the type 
of industry and the use of influence tactics. A strong positive correlation was found between education 
industry and rational persuasion tactics, where no significant correlation occurred in case of other 
industries. It also revealed a significant correlation with age. Younger people use influence tactics more 
than older people (age is negatively correlated with average, and other tactics i.e., ingratiation and 
exchange).  Based on existing literature and further conceptualization, the following propositions /sub-
propositions are formulated on the relation of mangers success with type of industry. 
 
Proposition 2: Influence tactics is a function of the interaction between the managers’ age and manager’s 
industry. 
2a: The young managers are most likely to use ingratiation and rational persuasion more often than others. 
2b:  The use of rational persuasion in education industry is more often than in other industries. 
 
IMPLICATIONS 
This article provides useful insights about the influencing patterns used for career advancement across 
genders, within organizations. It provides some additional support for influence tactics research findings 
that the use and choice of influence tactics vary with age and type of industry. Given that influence tactics 
will always be present in organizations it is important not to ignore this type of workplace behavior. 
 
It also provides information that old and successful managers in organization use logical explanation and 
expertise when dealing with their superiors. This may prove to be important for managers to understand 
that superiors prefer subordinates to explain any situation logically to them as a means of gaining 
recognition. Ineffective use of influence tactics is found to be associated with unfavorable relationships 
between managers and subordinates. Organizations that effectively promote and manage upward influence 
through employee empowerment and involvement activities may enjoy greater organizational effectiveness 
as well as greater employee satisfaction and effectiveness. Since upward influence and the issues of 
organizational and employee effectiveness are related, increasing our understanding of the upward 
influence processes is valuable. Organizations should be more involved, through training and development, 
in helping employees gain valuable skills and knowledge. 
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Though organizations may want to increase the influence of workers, not all influence attempts may be 
considered equally appropriate. Thus, organizations that wish to reduce gender-based biases in, for 
instance, their performance appraisal systems, may choose to provide raters with thorough information 
regarding the organizational role in question and provide female managers with the opportunity to use 
direct influence. 
 
These interventions may override potential gender-based biases. In addition, women need to be prepared to 
take an active role in displaying their competence and effective use of influence behavior when they are 
given the opportunity to present individuating information to others. These situations might include making 
a presentation at a business meeting or during one-on-one discussions with supervisors, peers, and 
subordinates. 
 
DISCUSSIONS AND CONCLUSION 
 
To summarize the article we can conclude that certain tactics tend to be used more frequently by men such 
as rational persuasion tactics, and others, such as ingratiation and exchange tactics are used equally by both 
male and female managers. The choice of influence tactics vary with age, old people use rational 
persuasion more frequently than young people. Also in industry where more educated employees are 
present, the use of rational persuasion for career progression increases. This is consistent with the findings 
of Ansari and Kapoor (1987), and Kipnis et al. (1980), where rational persuasion was rated as the strategy 
most frequently chosen as far as influencing the immediate superior is concerned. Tactics such as 
dependency, self-enhancement, or exchange of benefits do not significantly explain the reasons behind the 
success or failure of a manager. There can be many reasons for this, and one of them can be due to work 
teams. Now-a-days, more and more people across functions are being asked to work as a unit to produce 
work and to monitor one another’s behaviors. This can further reduce the use of ingratiation and exchange 
tactics to influence ones’ superior as such tactics are easily detected and members do not want to be 
outcasted by other team members. Another reason for this can be based on the findings of DuBrin (1994), 
who stated that men and women in managerial and professional work roles will continue to move toward 
similar patterns of influence tactics. With the importance that informal, political influence has in 
determining success or failure of a venture, as well as that of an individual’s career, this research shall 
prove to be not only copious but fertile as well. It will  help individuals make more informed decisions 
regarding managing their careers and at the same time they will be able to rationally assess their own 
strengths and weaknesses so as to develop appropriate strategies to enhance their success. Organizations 
will also be able to identify the real drivers of their valuable employees as well as the development of 
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